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ABSTRACT

Communicating Change in the Corporate World

A Case Study of 3M Company

August 2005
Non-thesis (MAL 597) Project

Working hypothesis: High-level leaders must communicate change In a manner
that motivates and persuades employees.
The purpose of this study is to analyze the styles of communication used by highlevel leaders. This study used prior written works and one-on-one audiotaped interviews
conducted with a Chief Executive Offrcer, a Chief Financial Officer, and an Executive
Vice President of a local Fortune 500 company to determine patterns in communication
practices.

The implications that this work will have in the field of leadership studies will
show readers that communication is crucial to the success of high-level leaders. There are
favorable proven communication styles as well as practices that do not work at all. This
study shows future leaders that it is important to develop a clear and honest style of
communication when implementing a change process with employees.
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Introduction

Change has become the one certainty in business today. Mergers, acquisitions,

downsizing, and corporate restructurings continue to transform the American business
landscape. At the same time, emerging new technologies, the push toward a global
economy, alld the need to compete more effectively are rewriting the rules of business
engagement. The domain of the change process encompasses the organizations ability to
communicate a change process so that the organization

will survive

and thrive in an

economy where change is the only predictable constarrt. tn this constant change
environment, leaders are moving away from the "command and control" philosophy to a

"lead, coach, and counsel" framework. This research has found that high-level leaders
surround themselves with smart competent direct reports who can also communicate the
change initiative. Successful change initiative places ernphasis on honesty and integrity
as utmost importance as

well as creating a sense of urgency for the change by removing

complacency. High level-leaders have learned that to be successful in a change initiative
they must be honest with their direct reports. When the change process is introduced to
the organization it is done so with an honest message that the change
organization, which

will in turn benefit the employee;

will benefit

the

and a sense of urgency in the

starting the change process. High level-leaders must be engaged in the change process for

it to be successful throughout the organization. High-level leaders show engagement by
delivering and honest message and show enthusiasm for the change initiative.
This study investigated the relationship between high-level corporate leaders'
communication styles and its effectiveness on the success of change process The
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research involved a case study of 3M Company and how three high-level leaders

cofirmunicate to employees, customers, and media.
process that are used

All

aspects of the communication

within 3M have been analyzed for efflectiveness to varying

degrees:

written, interpersonal, and televised communications. The research also reviewed prior
written works from well-known change process authors.
Organizational change is about people --miuragers, employees, suppliers, and
customers and their capacity to accommodate new ways of behaving and getting work
done.

that

It is the variables that are more difficult to control, people and management factors;

will determine the success of the change

the. Chanse Process. states

process. David Carr, author of Managins

that, "many organizations launch change initiatives focused

only on controllable technical variables that seem easy to manipulate" (Carr, 1996).
There is an analogy between an oak tree and a reed that both battled a hurricane. The oak
thought that by virrue of its height, sturdiness, and width of its trunk, it could weather the
elements. The reed, lashed at by furious winds, concentrated on bending in such a manner

that it would not break. The oak fell, and the reed is still standing. High- level leaders
must be flexible and adapt to changs, ffi the reed did in order to survive the change
process.

Employees must understand the compelling need for change. They must also
realize that flexibility is a must in the change process. The employee needs to understand
that change requires the flexibility of a reed. Th*y need to see that their innovative ideas

for improvement are readily accepted. High-level leaders need to consciously manage the
change process with honesty and integrity and by involving the organization as a whole
aids in the success factor. Setting realistic expectations for an organization's ability to
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change, introducing change at a pace that the organization can incorporate to, and

ensuring that change leaders have strong internal support.

All of the above

aspects have

surfaced in the research done by both popular change authors, and the 3M case study.
The ever-changing business environment requires high-level leaders to engage employses

in the change process, and to do so quickly.

With the speed at which organizations change in today's business environment it
is essential that high-level leaders be able to communicate and engage employees in the
change process. The most successful change efforts begin when high-level leaders start

to look hard at a compalry's competitive situation, market position, and technological
trends. High-level leaders focus on such aspects as emerging new trends that others are

ignoring, declining margins in a core business, or an acquisition. John Kotter, author of
Leading Change. states that high-level leaders then find ways to communicate this
information broadly and dramatically, especially with respect to a crisis, potential crisis,
or great opportunities that are very timely. Establishing a sen$e of urgency is an
important step in the change process. To communicate urgency high-level leaders will
communicate with a sense of passion that a change is crucial for the organization to

thrive and succeed. Getting a change process started requires the aggressive cooperation
of many individuals high-level leaders, direct reports, and frontline managers. Without
motivation, people will not participate and the effort goes nowhere. Half of the
companies that Kotter watched have failed in this respect.

Literature Review

J

This literature review includes a sufirmary and critical analysis of three change
process books published betrrveen 1993 and 2004.They are Larry Bossidy's Confronting

Reality: Doins What Matters to Get Thinss Rigfit. David Carr's Manaqing the Change
Precess, and John Kotter's Leadine Change. The review is divided into sections

summarizing change processes tested and recommended by top consultants in the change
management analysis. The literature review

will show that 3M Company

and popular

change communication authors share similar views on communicating change within an

organization. Both Bossidy and Carr have used 3M Company in their research.

Analysis of Carr, Kotter, and Bossidy:
The ability to manage change has become the defining characteristic of successful
business leaders. Two questions emerge from this

review. How is change cultivated?

How does an organization withstand the external and internal storms that arise during any
realignment of its people, resources, and corporate culture? David Carr, a member of the

international consulting finn of Coopers and Lybrand has developed a proven
methodology for change management, based on its long experience with clients in the
throes of reorganization. Drawing on years of work with Owens-Illinois, Quaker

University, Agway, Premier Bank, Prudential Direct, New York Life, Blue Cross/Blue
Shield, US West and the Office of Navel Intelligence, and many organizations, three

of

the firm's most respected partners have created a report on the change management
proccss using data gathered from organizations whom they have consulted (Carr 1996).

Through recent research into the "best practices" of 272hrdh performarrce organizations
Coopers and Lybrand have identified the number one variable among 65 success factors:

The Chief Executive Officer's vision is the driving force in achieving measurable results
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in quality management. According to their study, these results were the strongest force
behind high levels of customer's satisfaction (Coopers and Lybrand Surveyl993). A look
at the new management philosophies at work in major U.S. corporations by Carr shows

that an evolution in attitude toward change has occurred in trvo major a.reas:
1

.

Change is no longer restricted to companies losing money or suffering from
obsolete structures

2.

Business process redesign

or the total reengineering of core business processes is

a reality (Carr, 1996).
The second review of the change management process focu$es on pressurss in an

organization. The review focuses on the change needed in the next decades to remain
competitive in the business environment. The past methods that managers have used in
attempts to transforur their companies into stronger competitors include total quallty
management, reengineering, right sizing, restrucfudrg, cultural change, and turnaround.
These methods have routinely fallen short because they fail to alter behavior (Kotter).

Emphasizing again and again the critical need for leadership to make change happen,

Kotter identifies an eight step process that every company must go through to achieve its
goal, and shows where and how good people often derail. Kotter bases his knowledge on
what he has experienced, and concluded in many years of working with companies to
create a lasting transformation. Almost any high-level leader

will

state that the

difficulty

of creating and communicating major change in an organization is "very, very, tough"
(Kotter, 1996). Whether taking an organization that is on its knees and restoring it to
health, making an average contender the industry leader, or pnshing a leader firrttrer out

front, the work requires great cooperation, initiative, and willingness from employees to
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make sacrifices. Kotter's fow characteristics can benefit organizations in implementing
an organizational change. Kotter's forx characteristics to successful change:
1. Position power: Are enough key players on board, especially main line managers,
so that those

2.

left out cannot easily block progress?

Expertise: Are the various points of view
experience, nationality, etc.

- in terms of discipline, work

- relevant to the task at hand adequately represented

so that informed, intelligent decisions

will

be made?

3. Credibility: Does the group have enough people with good reputations in the
organization so that other employees will take its pronouncements seriously?

4. Leadership:

Does the group include enough proven leaders to be able to drive the

change process (Kotter, 1996).

Kotter supports his theory based on his success of consulting \Mith many large
organizations over a period of years.
The third review of the change management process focuses on case studies

of

four Fortune 500 organizations: Cisco, Home Depot, 3M, and Thomson Corporation.

Any plan for business has to answer three questions: What is the nature of the game we
are in? Where is

it going? How do we make money in it? (Bossidy 2004) These questions

go to the heart of what business is all about; they are the fundamentals of business

thinking. Yet in many organizations today th*y rarely get asked. Leaders need to
understand the realities of the world in which they do business, and they need a new way

to mesh their business goals and actions with those realities. Bossidy does this with a
specific and unique methodology using a concept that is often misunderstood, "the
business model." The Business Model is a new name for an old analyical tool. This
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version of the business model shows how to tie together financial targets one must meet,
the external realities of one's business and internal activities including strategy, operating

activities, selection and development of people, and organizational processes and
structure. Bossidy also believes that the high-level leaders concept of reality of what an
organization can achieve is important in a change process. In theory, confronting reality
is what business is all about, knowing the organizations strengths and weaknesses.
Organizations need to capitalize on the their strengths and change the organizations
weaknesses into strengths. Business people like to think they are realists. Their actions

look like realism: they work hard to gather relevant facts and data, they research
alternatives rigorously, and they bring the cumulative knowledge and experience to bear
on the issues. Bossidy states there are six habits of highly unrealistic leaders that

will

affect the change process, These are:

1.

Filtered Information

2.

Selective Heuring

3.

Wishful Thinhing

4.

Fear

5.

Emotional Over- investment.

6.

Unrealistic Expectations of Capital Markets

All

three of the authors have a similar view in the respect that to communicate a

change process one must know ones organizational culture. There is no "one way" to

communicate change, only best practices.
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Analysis of Three Change Processes:

All organizations today

are going through change, on their own initiative or

because of compelling needs- Because leadership styles and organizational cultures are

different, there is no universal blueprint within which every change situation can find a
solution. Coopers and Lybrand have found that the Chief Executive Officer's vision is
what

will drive the change procffis. The Coopers and Lybrand study

suggest that an

organization must go through four phases for the change process to be successful. The

four phases are the assessment phase, planning phase, implementation phase, and renewal
phase. The primary focus of the assessment phase is to determine the organization's
readiness for change and to assess levels of understanding, ownership, and commifinent

to change at all levels of the organization. The second phase is the planning phase. The
key objectives of this phase are planning for implementing the change, overcoming
roadblocks or resistance, identifuing and assigning roles and responsibilities in the
change press, and establishing clear means for measuring progress. The third phase is the

implementation phase. This phase focuses on strengthening commitment to the change
process and implementing the change plan. The final phase is the renewal phase. ln this
phase the organization must be probed for its ability to capitalize on the opporrunity to

build organizational resilience. Clients of Coopers and Lybrand Consulting firm have
used this method in managing their change process.

The three authors have some similarities such as having support from direct
reports, and communicating the change to the organization in a maflner that shows
urgency for the change process. There are also differences, such as Bossidy's business
model and his concept of making an organization fit into the business model.

I

People who have been through

difficult, painful, and unsuccessful change efforts

often end up drawing both pessimistic and angry conclusions. They become suspicious of
the motives of those pushing for the transformation; they worry that major change is not

possible without cirnage; they fear that the boss is a monster or that much

of

management is incompetent. John Kotter, has developed an eight-step process to

implementing organizational change. The eight steps are, establishing a sense of urgency,
creating the guiding coalition, developing a vision and strategy, communicating the
change vision, empowering broad based action, generating short term wins, consolidating
gains and producing more change and finally, anchoting new approaches in the culture

(Kotter 1996). This is similar approach to Coopers and Lybrand but is more detailed in
breaking down the process steps.
The idea of making an invesfrnent in and selling something of value to a
customer, making a profit on it, and collecting cash for it is ancient, concept. The

simplicity of this idea is the "business model" (Bossidy, 2004). Compared to Carr and
Kotter, Bossidy looks at the organization's success based upon the business model. The
version of the business model that Bossidy has developed is an organized, rigorous way

of looking at the health and profitability of a business, now and in the future. The
business model starts with the logical categorization of the many elements that make up a
business. These

$oup into the model's three components. The first is the environment

ones husiness lives in (external realities),

th" second includes financial targets, and the

third includes the activities of the business (internal activities), Iteration is the process of
harmonizing the three components by repeatedly reviewing them as one adds new
information and analyzing the changes in relationships among them. The business model
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was applied to four Fortune 500 organizations; 3M Compmy, Home Depot, Caterpillar,
and General

Electric. It was easy to

see how the

model fit each of these organizations,

but it was difficult to see whether the success of their change was because of the business
model.

In summary the literature review suggests that fuither research is necessary to
prove any of the above methods for their success. The research on change communication
processes from the above reviews indicate that planning the change and communicating

the change is key in organizational change and its success.

Methodolow
The primary research for this study entails a case study at a local fortune 500
company, 3M Company, ffid three of its top leaders: the chief executive officer, the chief

financial ofEcer and an executive vice president. The research shows how they
communicate and implement change anywhere from media to direct reports to company-

wide discourse.
The research was conducted individually with audio-taped interviews. Each of the

individuals were asked the same questions:

1)

How do you prepare and communicate a major change, such as opening or closing
a large

facility and laying offiiring 2,000 employees?

2) Do you thiilk you cofirmunicate

positive change in the same manner as negative

change and what are the differences

3)

In verbal communication how much emphasis do you place on voice? Body
language? Vocabulary?
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4)

Do you think it is important to keep emotion out of communicating change,
whether negative or positive? And how do you do it?

5)

As a leader of this company, you have transformed the way business is
conducted, how much do you contribute you conlmunication style to his success?

6)

What do you consider to be the most important communication haits when

communicating strategic change?
These are just some of the questions thatwere asked. The questions are

similarto

questions and analyses of prior written works, so the outcome shows similarities and
differences, between 3M Company and popular changs cofirmwrication authors.
The reliability and validity was assessed on that fact that the case study

will

follow the format of communicating and implementing change set forth by well-known
authors. These authors include: John Kotter, David Carr, Larry Bossidy, Hans Finzel,

Alan ltr/eiss, and Peter Senge. Since this was a case study, the sample siee was small,
three individuals from the same company. The study was controlled in that all three

people wers asked the same questions in the same manner.
The researcher transcribed and analyzed the audio-taped interviews and compared
them with the above mentioned aufhors and their studies and the consulting firm
Coopers and Lybrand to find

if there is a best way to communicate

of

and implement

change within a corporate organization. Each of the authors in the literaflre review

provides a different communication process and all were analyzed to see if any or all

of

their processes are more effective in the success of communicating change.

It
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Case Study

3M Company is a Minnesota-based corporation with more than 40,000 employees. 3M's
multiple business operations include, medical and dental products, automotive products,
consumer office products, adhesives of all kinds, imaging products, filtration products,
and many more unique and innovative products. 3M is a diverse company and conducts
business worldwide. 3M has manufacturing plants throughout the world, it has offrces

in

numsrous countries, and it operates on five continents. The company requires leaders

who are able to foresee global market change and are able to communicate and
implement that change to employees worldwide. Three top level-leaders have been
interviewed for their ability to lead and communicate change while operating at a very
competitive pace.

Chief Executive Officer: Jim McNerney
SIlren Jim McNerney was brought in as 3M's new CEO in December 2000, the
sompany had stagnant earnings, little growth in revenues, and a lethargic stock price. As
a CEO fransplant he could have brougtrt a prepackaged solution from his former

company with him, raising the bar for financial targets and driving people to meet them,

But McNerney was a businessman experienced in a wide variety of roles and industries in
over a quarter of a centtrry.

3M had a basically sound business model. Like Bossidy, 3M put emphasis on the
financial aspects when coilrmunicating change; and how the change would financially
benefit the organization as a whole. 3M also focused on the sxternal factors such as the
economy and competition and how they would impact the proposed change. Finally the

t?

emphasis was placed on internal activities, how the change would impact employees

in

day-to-day business. With a strong culture based on innovation, it did many things

extraordinarily well. McNerney recognized that it would be important not to damage that
culture. McNerney defined the situation as "a build, rather then a teardown," he
concentrated on a component of the business model to uncover the weaknesses in
operations, people and organizational processes that kept the company from realizing its

full potential. To get a handle on the specific areas that needed improvement, McNerney
spent his first six months in meetings with 3M's senior managsment
and later the top 150
base to

-

a

* at first the top 20

luxury afforded by 3M's good health. As he says, "I had a strong

build on." He learned the source of 3M's strengths as an innovation machine. Its

people with long tenure were talented and hardworking. They placed a high value on
independence and free exchange of ideas. The weaknesses also surfaced. The company
had no institutional sense of urgency. Projects moved slowly, decisions were made

slowly; it took seemingly forever to get

a new product

to market. Changes to the

innovation process were close to the heart of 3M, and McNerney proceeded with care.
Many CE0's in McNerney's shoes would have harangued the organization about the
need to focus on innovation, do it more productively, and speed up the pace. They would
have followed up with a series of top-down initiatives to cut costs and to pressure people

into action, and perhaps to layer on a new marketing infrastructure. McNerney
recognized that 3M's proud culture, built through years of success, wouldn't respond well

to heavy-handed badgering

- especially by a CEO transplanted from GE. His challenge

was to build the organization's confidence by showing people that they could win, yet
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instill discipline and rigor and demonstrate a positive role for headquarters. His solution
was to launch an

hitiative that would condition people for change.

In discussing communicating and implementing a change process, this is what
McNerney had to say.

LH: How do you prepore and communicate a major change, such as clasing a large

facility or laying off 2,00A employees?
WM: First, I would not limit the definition of "major change" to the two examples cited.

"Major change" can also include acquisitions, re-aligning for growth, new approaches to
leadership development and productivrty. Preparation includes gaining command of the
facts, identifuing target audiences, developing clear and convincing messages and
preparing spokespeople and champions of change.

LH: Do you thinkyou communicate positive change in the same milnner as negative
change, ond what are their dffirences?

WM: "There is seldom a universal definition of any change

as

totally positive or

negative. For example, Wall Street may view a change differently than employees view
it, just a various internal factions may review re-alignment differently. Whether change is
interpreted as positive or negative, the most important communication elements are to
develop a sound basis for the change and then tell a compelling story.

LH: How much emphasis

do you place on voice? Body language? Vocabulary?

It is very important for the primary spokespersorV change champion to believe in the
change, and to communicate his or her believing afld commitment not by just what is
said, but also in the waY

it is said.

LH: Do you think it is important to keep emotion out of communicating change?
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WM: Personal passion and commitrrrent go hand in hand \Mith a solid, rational basis for
progress/change. And personal passion can't be coached

-

it is either there or it isn't!

LH: As a leader of this company, you have transformed the way business is conducted.
How do you contribute your communication style to this success?

lVM: No one person transformed 3M

-

3Mers everywhere have transformed the

company, ffid leaders at all levels, including me, have helped drive the transformation
through communications ffid, more importantly, through action.

LH:

What do you consider to be the most important communication trsits when

communicating ch*nge?

WM:

'When

you think about it, explaining strategic change is an exercise in charting the

course: putting forward a vision and laying out the strategic steps necessary to realize the

vtslon.

LH: How does one communicate

and persuade to large group that change is good?

WM: The premise for advancing

a change agenda is the same regardless

of size of group:

put forth a compelling vision and provide a convincing plan for achieving suecess.

LH: Six Sigma was a mind snd cultural shifi for 3M, how

did you plan and execute

communicating this strat e gt?

WM: My experience with Six Sigma told me nothing succeeds like success. Once we
made

it clear that our company-wide improvement platfoffn was Six Sigma we focused

on sharing the stories of Six Sigma successes. The other major factors in building
acceptance for six Sigma included repetition to make clear that this was not a passing fad,
and getting as many people trained and using the tools as quickly as possible

-

thereby
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creating hundreds of Six Sigma practitioners and advocates. It was both a top-down AND
a bottom-up approach.

LH: How

do you decide when to use in- person, voice, e-mail,

or video to communicate

change? Which method do you prefer and find most beneficial?

WM: Whenever possible, I prefer to participate in in-person dialogues and discussion.
However, reality forces all of us to choose communications channels every day. I am like
everyone else: I use e-mail to exchange information quickly, the telephone

if a live

conversation is required, ffid "mass'media" like television or webstreaming if

I'm

reaching out to a large and widely dispersed audience.

LH: Humans tend to derail a change process more so then technologt or procedures;
how do you ensure this doesn't happenT

WM: Overall, I define my primary communications role as one of cheerleading and
challenging...cheerleading successes and challenging our selves to do better. Charting a
clear courss and laying out credible ways to improve the company won't overcome all
obstacles to change, but setting a positive tone and clear direction goes a long way toward

achieving both intellectual and emotional support for change.

Chief Financial Officer: Patrisk Campbell
Pat Campbell joined

3M tn?002

as CFO. McNerney brought

him in from General

Motors. Campbell became 3M's first CFO in the history of the company. In interoiewing
Campbell about his communication practices within the company and outside the
company, particularly when dealing with financial analysts, it became clear that 3M does
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not have a set way of communicating; but adapts its communication to fit the need of the
change process. Campbell places much emphasis on honesty and integrity.

LH:

What is your communication strategt when a major mind-shft is needed, such as

closing a large facility?
PC: ln my cases, if it is a change that involves large groups of people, you want to build
understanding with smaller groups first. This is to make mre the leadership team
understands what we want to get done or need to get done so they can be better advocates

when it is passed to the rest of the organization. It is also important to listen to peoples

different views, myself having a short history with the compmy, really value the
leadership teams perspective and history with the company. I may have an idea only to

find out it has been tried before and did not work. That is when I need to really listen to
the history and culture of the company.

LH:

You

bringup il goodpoint af beingwith the companyfor a short period af time; how

do you get

your direct reports to value your communication with them?

PC: The challenge is coming to a very, very successful company like 3M. GM had been a
very, very successful company up until a point in time. Coming from a company that in

today's world is not viewed as being successful as 3M, people say '\arhat solutions do you
have?" I find the people at 3M to be fairly open to new ideas, but one must be sensitive to
the culture they are entering into. People are open to ideas as to how to make the
company better, so that is what has to be communicated. Communication must send the
message as to how this

will make the company better and why it is going to be better. 3M

culture has a history of being somewhat risk-adverse so people need to be given as many
details as possible when communicating change. When leaders are introducing change;
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very often there is no roadmap as to how we are going to get there. Directionally the idea
is there, but we want the organization to be part of developing the change. Some people
have diffrculty buying into change when the roadmap may not be clear; they want

documentation to huy into the change.

LH: How

do you measure communication silccess when much of

it is passive, top down?

PC: There are a few ways to measure coilrmunication success, surveys for one, which I
do not think are sufficient, important but not suffrcient. I try to look to see

if people have

fundamentally changed their behaviors, rue they doing things differently, that the actions
of the people are more along the lines of what we are striving to change. The results have
to show a difference. If they do not then there is a breakdown in communicating the
change process, or it may be that it just is not working. The strategy may be wrong

if

people really have not fundamentally changed the way you thought they had. It is also

important to have the right people around you to help communicate the change process,
other people who understand it and believe that it will better the company. Another way

I

measure communication success is by asking my immediate team aboard, and then even

if they

say they are and behave as

if they are; are th"y truly communicating to the broader

organization? So you have to keep a pulse on yonr direct team and the broader
organization to make fllre the message is getting through or if it is getting lost, or are they
getting conflicting messages from others in the organization. Another thing I do is to
have a diagonal slice meeting once a month with ten random people.

It gives a pulse of

the organization and allows for people to talk about what they are working on and any
issues they may have.

It is also important to have first line supervisors coilrmunicate the

change because it makes them understand and be more

willing to accept the change.

If
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the change communication only comes from a high-level leader it gives the opportunify

for first line supervisors to ignore and not accept the change because it was coming from
"the top". This also allows for some measurement either by survey or side conversations.

If you have 40 divisions and the change is communicated to everyone and five of the
divisions aren't doing well, then there was a communication problem in the acceptance

of

the proposed change. The most important thing in communicating change is having the

top leadership together giving the same message.

LH: How do you decide when to use in person, voice, e-mail or video to communicate
change? Which do you prefer and find most beneficial?
PC: It depends upon the topic. If it is a communication about a status or results progress,
then I think doing it via a video or e-mail is okay. 'When it starts to effect people
personally, I think you have to do it personally. Plus doing it personally allows people to
ask questions and shows that you are engaged and not trying to hide behind something.
shows that you are a part of the solution. When

It

it comes to affecting people it ought to be

a direct communication.

LH: How do you go about communicating negative change, such as loying off 2000
people?
PC: The challenge there is if it is a surprise to people then it was probably a mistake. No
employee should be surprised at the competitiveness of his or her operation. If they are
being told their plant is the best, most efficient operation and they wake up one day and
are told the plant is closing,

thsl someone

sure the organization knows where
se.

has been

lying. I am an advocate of making

th"y stand even though they may not have a plan per

It is a lot easier to create change momenfum when your back is to the wall. It makes it
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real and you say okay, we have to make a change. When communicating negative change

it does not necessarily mean people were doing something wrong, it may

be that the

system was inefficient. So a leader must be able to communicate why we are in the

position we are in. Even though it may be a personal issue you have to communicate that
the change is not the highest value for the organization so change must occur.

LH:

What do you consider to be the most important communication traits when

communicating change?
PC: I would say it is probably integrity of the coilrmunicator and consistency of the
message. The message has to be consistent so that everyone can be on the same page.

At

the end of the day what is most important is that the high-level leader has trust from the
organization. The integrity factor of the communicator, being consistent, and being open

to say that sometimes you do not have the answer. To be able to say, hey we are working
on that right now, I think people really appreciate that.

It is helpful to have a decision

process laid out that shows that we are working on the change process, but just don't
have all the answer yet. This gives people an understanding of the processes we are going

to try and shows that we ars doing something. It communicates that the change was not

just thought up in the back room; it is something that is being thought out, and being
worked on.

LH: Humans tend to derail a change process more so then technolog,t or procedures;
how do you ensure this does not happen?
PC: There is a process called force field analysis where you list all of the positive things
you are trying to drive, and all of the negatives that

will

stop you from getting from

A to

B; which usually revolves around cultural issues. You have to ask who and what is

zfi

challenging the change process. Then you have to ask how you work equally on both
sides. You have to figure out which

culttral roots in the organization that need to be

resolved. Humans tend to not like change because they either just do not want to change
or they are unsure and afraid of the change.

Executive Vice President, HealthCare: Brad Sauer

Brad Sauer has been at 3M for over twenty years and has quickly risen to be one

of 3M's top leaders in the company. Sauer has never held the same job for more then two
years at atime

andwith McNerney's departure as CEO is one of ahandful being looked

at as 3M's next CEO. For the past eight years Sauer has held a variety of positions for

which strong leadership is required. Sauer spent two years in Korea as the managing
director; he was McNerney's first choice to introduce and train the company for Six
Sisma. He then moved to Austin Texas and ran the Austin facility and Communications

Division. Currently Sauer is executive vice president of healthcare; which has plants and
sales offices worldwide.

LH: How

do you prepmre

for and communicate a major

change, such as loying

off 2000

people?

BS: This hits home for me, while I was in Austin we were on the verge of closing the

Austin facility and communicating to employses was very important. It is an intensive
cross- functional project.

It involves

a

lot of people, the legal department, public

relations, customer relations, division senior leadership and finance. \tr/e spend 3-4 weeks

trying to figure out how to communicate this to investors, employees, and analysts. We
try to communicate to the employees first; I would never want anyone to hear something

?t

that would affect their lives from the media. We firy to be cognizant of how people

will

feel and what they will want to know. It is also important to have very liule delay from
when the first to the last people are told, as information tends to leak.

LH: Do you thinkyou communicate negative change in the sfrme mflnner as positive
change, and what are the dffirences?

BS: The preparation process is the same, Negative changes usually affect people, so mors
preparation is involved. People need to be told one on one, and in the best way possible.
They desenre to be able to ask questions and be helped in dealing with their grief and

future challenges. Senior management will arrive to assist in delivering the change. When
the board of directors arrived to announoe McNerney's departure; the senior management
commiffee was called to a meeting and told, but only after the market had closed.

it is a positive change, there is still the preparation, but people will

be

'When

told all at once.

LH: Do you think it is important to keep emotion out of communicating change, and how
do you do rt?

BS: I think emotion is important for both sides of the equation, whether it be positive or
negative. It shows that the person delivering the message is genuine and cares. When it is
a positive message

it is important to show excitement, that you are excited by the news

too. It is just as important to show compassion, empathy, and emotion when
communicating negative change. It shows that you are firying and you are genuine. When

Austin was in trouble, I held a facility wide meeting and said; "hey look, I don't know
what is going to happen, but I'm here to try and answer any questions or concerns that
you may have." You have to be honest and show genuine compassion.

))

wfry business is
LH: As a highJevel leader in the compilny, you have influenced the
style?
conducted, how much do you contribute this to your communication

to make sure
BS: I think communication is very importarrt and go out of my way
to use it to be as effective
everyone is comfortable in what is being communicated. I try
as

I can, because I believe good communication is needed in a visible leader'

create
Communication provides a blueprint for change, it gives direction, it can

excitement, and it answers people's fears'

LH:

What do

you consider to be the most important communication traits when

communicating change?
and how
BS: I think it is important to give rationale to change. People need to know why

show
it will affect them. The simplicity of the messagtr is also important, it needs to
honesty and rationality. I would say the most important taits to me are honesty and

integnty in delivering the message-

LH: Humans tend to derail a change process faster than technologt or procedures, how
do you communicate the importance of a change process?

BS: It is important to make a compelling face for the change; it needs to be
commgnicated as to why it

will

be a good change.

It is my job to sell the change and get

people to believe in the change. This requires extensive communication, the same speech
may need to be given four or f,rve times before you get everyone to buy into the change. I
have to sell my direct reports to get them to deliver the message down the line- I

will

never surprise my tearn without getting their buy-in fust. I think that sends a positive
message, and people need positive messages-
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LH: How

do you decide when

to use in-person, e-msil, videa, ar tele'conferencing when

communicating?

BS: When I need to deliver a message to all of Healthcare, worldwide, I will use video
and video conferencing. I

will

use e-mail when

it is going to an individual or a small

Soup. I also send a lot of "thank you" e-mails. It is important to recognize people and
their input and achievements.

All

three of the interviews indicate there is no "one way" to communicate, there

are only best practices. The emerging theme of the interviews was creating a sense

of

urgtrncy for change and delivering the message with honesty and integttty.

3M does not have a "set" way of communicating change; but the high level
leaders tend to

follow similar heliefs and strategies when communicating change. For

instance honesty and integrity are extremely importarit to the message at hand.

If the

high level leaders of the coffipany fail to be honest in the message being delivered; the
change being communicated loses its value. Another similarity in commruricating change

is the human factor. The high level leaders interviewed all agree that when a change
affects people is in process, the people being affected need to be told face to face. Upon

interviewing high- level leaders from 3M, it is found that thers are some similarities and
differences between their communication styles and those of popular change process
research.

Comparison of 3M to Popular Change Processes
The increase of team based organizations, the shift in emphasis from vertical
structures to horizontal procssses, and advances in technology demand nelr/ approaches to
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managing and cofirmunicating. The best organizations realize that change is continuous

andoverlapping. McNerney of 3M says, "My job isto listento, search for, think

of and

spread ideas, to expose people to good ideas and role models," In preparing an

organization for change, which almost always appear$ threatening, organizations need to
help people understand the need for change (Carr, 1996). It is difficult to suppress all
negative feelings on the part of a work force, but

if

leaders take the trouble to share urith

employees the difficulties of the transitional period that all organizations go through, a
much higher degree of commifinent and involvement can be obtained. A high-level
leader expecting change must explain the reasons for the change as well as the
consequences of not changing. John Kotter says that establishing a sense of urgency is

crucial to gaining cooperation: "With complacency high, transformations usually go
nowhere because few people are even interested in working on the change problem. With
urgency low it is difficult to put together a group with enough power and credibility to
guide the effort or to convince key individuals to spend the time necessary to create and
cornmunicate a change vision" (Kotter, p. 36).

According to McNerney, increasing urgency demands that one remove sowces

of

complacency or minimize their impact: for instance, eliminating signs of excess; setting

higher standards both formally in the planning process and informally in day-to-day
interaction; changing internal measurement systems; vastly increasing the amount of
external performance feedback everyone gets; rewarding both honest talk in meetings and
people who are willing to confront problems; and stopping baseless happy talk from the
top. Once complacsncy has been addressed, Kotter suggests putting together the guiding
eight step process that is essential to creating change:
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I. .Estsblishing il sense of urgency: Establishing

a sense of urgency is crucial to

gaining needed cooperation. With complacency high, transforrnations usually go
nowhere because few people are interested in working on the change process. With
urgency low, it is difficult to put together a group udth enough power and credibility

to guide the effort or to convince key individuals to spend the time necessary to
implement and communicate a change vision.
2 "Creating the Guiding Coalitio,ru: Major transformations are usually associated rilrith
one highly visible leader.

ffis

is a very dangerous belief, the guiding coalition needs

to come from the CEO of an organization as well as front line managers. Because
major change is so difficult to accomplish, a powerful force is required to sustain the
process.

A strong guiding coalition is very important -

one with the right

composition, level of trust, and shared objective. Building such a team is always an
essential part of the early stages of any change process.
3. Developing
some

a Vision and Strategt. Vision refers to a picture of the future with

implicit or explicit commentary on why people should strive to create that

future. In a change process a good vision serves three main purposes: First, by
clarifuing the general direction for change. Second, it motivates people to take action
in the right direction, even if the initial steps are personally painful. Third, it helps
coordinate the actions of different people, thousands of individuals, in a remarkably
fast and efficient \rray.
4. Communicating the Change Vision: A great vision can serue a useful purpose even

if only only a few key people understand it. But the real power of a vision is
unleashed when most of those involved in the change process have a common
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understanding of its goals and direction; the high-level leaders need the support and
understanding of their direct reports so they can also communicate the change

process. That shared sense of a desirable future can help motivate and coordinate the
kinds of actions that create transformation.
5. Empowering Employees

for Brood-Bqsed Actiom: Major transformation rarely

happens unless many people assist. Yet employees generally

will not help, or cannot

help, if they feel relatively powerless. Hence the relevance of empowerment,
encouraging employees to be involved in the change process and respect their ideas.
Four of the biggest obstacles to be attacked before employee empowerment can take
place are: structures, skills, systems, and supervisors.
6. Generating Short Term Wins: Short term performance improvements help

transformation in several ways: they give the effort needed reinforcement, they show
people that sacrifices are paying off, that they are geffing stronger and for those

driving the change, these lifile wins offer an opportunity to relax for a few minutes
and celebrate,
7. Consolidating Gains and Producing More Change: The guiding coalition uses the

credibility afforded by short- term wins to tackle additional and bigger change
projects. Additional people are brought in, promoted, and developed to help with all
the changes. To make change easier in both the short and long term, managers

identiff unnecessary interdependencies and eliminate them.
8. Anchoring New Approaches in the Culture: Culture refers to norms of behavior and

shared values among a group of people. In a big company? one typically finds that
some of these behaviors and values, known as corporate culture, affect everyone.
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When new practices made in a transformation effort are not compatible with the
relevant cultures, they

will

be subject to regression. Changes in an organization can

come undone, even after years of effort, because new approaches haven't been
anchored firmly in the organizations norms and values (Kotter, 1996).

Kotter supports his theory based on his success of consulting with many large
organizations over a period of years. This eight-step process has elements that mirror 3M.

Specifically creating a sense of urgency, empowering employees, having a vision, and
communicating that vision.

McNerney, Campbell, and Sauer all state the importance of surrounding oneself

with smart, competent direct reports. All three emphasize the importance of

a

trusting and

honest relationship amongst their direct reports for a change process to succeed. As

Bossidy states,

"A successful initiative teaches an organization how to unite in action. It

helps people face down the fear of failure that keeps so many from trying something new,
and gives them the confidence to take on challenges...An initiative is add-on work, and

people already have full plates. Few of them can take it seriously if the boss doesn't"
(p.195). It reinforces the importance of top level-leaders communicating the change
themselves and not leaving it to direct reports.

It is human nature to glorifo the past, and employees will tend to do it even if the
way things used to be done is the reason the company has to make drastic changes (Carr,
1996). Management would be wise to address this human aspect before forcing
employees to move into new and uncharted territory. Both McNerney and Campbell
realized the importance of addressing an orgarrization's culture before trying to change

it

completely, and the importance of closure of old practices that were holding the
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organization back from reaching its potential. W. Warner Burke, author of Organization
:

A Normati veV lew sys, "Resistarrce to change may reflect energy

devoted to closure attempts. Providing some way for organizational members to
disengagc, to finish the past...helps them to focus on the change and the future." Change
processes have varying requirements and degrees of

difficulty, ffid it takes realistic

understanding of the organization to make one work. Even a committed leader may
misjudge his or her organization

- sometimes overestimating

its ability and psychological

readiness for a cultural change in the organization.
People are affected by change to varying degrees, depending upon the number

of

factors in their professional and personal lives. People who are having problems in their
personal lives may object to change in their professional lives because they are unable to
handle both personal and professional changes at the same time. Contary to what one

might believe, it is not necessarily true that the bigger the change, the more diffrcult it is
for people to accept. Sometimes a major change is easier to bear than a small one because
so

little about the new endeavor is similar to the old one.
Both size and speed make a difference when coillmunicating a change process-

The sooner a sense of urgency is established for the change process, the sooner high-level
leaders can begin the change process. The speed and suddenness of a change is also a

factor. Often, the slower the change, the more it hurts. By the same token the longer
people have to ruminate on the future, the more time th*y have to build up anger, fear,
and resentrnent, The sooner the change is communicated and accomplished and people

begio to understand what is expected of them, practice their new roles, and actually reach
some of them; the sooner they

will

be able to come to gnps with the reality of the change
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and the effect it

will

have on their lives (Carr, 1996). Sauer of 3M stated the importance

of planning a change execution, which may take up to four weeks, and of having 3M
lawyers, Human Resources, and top management involved. Sauer than stated the
importance of commrrnicating as quickly and positively as possible to the organization or
group being affected, so as everyone gets the message in a timely manner.
The time and energy required for effective change communication is directly
related to the clarity and simplicity of the message. Sauer of 3M like's to keep his

communication simple, and to the point: "technobabble just gets in the wfly, creating
confusion, suspicion, and alienation. Communication sEems to work best when it is so
direct and so simple that it has a sort of elegance." He says well chosen words can make
a message memorable, even

if it has to compete with hundreds of other communications

for people's attention. McNerntry, Campbell and Sauer state in their interviews that they
rely on all facets of commr:nicating, e-mail, in person, media and teleconferencing. AII
three of these high-level leader$ are sensitive to the way in which change is
communicated. If it is extremely sensitive, they

will

use small group or one-on-ons

communication. If the change is something that will be readily accepted, they will use
televised messages- Kotter states: o'Change is usually communicated most effectively
when fiulny different vehicles are used: large group meetings, memos, newspapsrs,

informal one-on-one talks. When the same message comes at people from six different
directions, it stands a better chance of being heard and accepted, on both intellectual and

emotional levels" (Kotter p. 93).
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Peter Senge, author of The Fifth Discipline: The

Art and Practice of the Learning

Organization. mys that whenever there is resistance to change, there are also hidden
balancing processes. Resistance, says Senge,

"Is neither capricious nor mysterious. It almost always arises from threats to
traditional norms and ways of doing things. Often these nonns are woven into the fabric

of established power relationships. The norm is entrenched because the distribution of
authority and control is entrenched. Rather then pushing harder to overcome resistance to
change, artful leaders discern the source of the resistance. They focus directly on the

implicit norrns and power relationships within which the norms are embedded" (Senge,
p.88).

High-level leaders find that resistance may be the major problem accompanying
organizational change. Humans tend to derail a change process faster than procedures or
technology. Pakick Campbell states that it is important to find out who or what is

blocking the change process and address the specific issue. Brad Sauer states that
cofirmunicating the change is the most important factor, and that cofirmunication may
need to be heard three or four times before people start to accept or listen to the proposed

change. He feels that

it

is

just as importarrt for employees to not only hear the message

from himself, or any high-level leader; but that direct reports must also communicate

it

and so must front line managers for the proposed change to be successful.

Often the most powerful way to communicate a change process is through behavior.
When the top level-leaders all live the change vision, employees
better than

if there

will usually

grasp

it

had been a hundred stories in the in-house newspaper.
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When top level-leaders walk the talk or lead by example, they are reinforcing the

communication process used for implementing change. 3M's communication techniques
are very similar to popular change process authors.

All

state the importance

surrounding oneself with a strong team to provide input and support.

All

of

stress the

importance of honesty and integrty when commrrnicating a change process, there is no
faster way to lose an organizations support than by not being honest in a change process.

All

agree that the change is a process that needs to be communicated at every step, from

how it will affect employees negatively or positively, and what people will have to go
through to get the end results. It is also irnportant to recognize people along the way for

their successes.

Conclusion

3M does not have set communication practices for communicating change, but
instead looks for "best practices" in commr:nication. Each change process may require a

different form of communication, one-on-one, e-mail, video, or teleeonferencing. The
high-level leaders interviewed all have a similar way of communicating change, whether

it be negative or positive, All high-level leaders are sensitive to communicating negative
change and make an effort to communicate one-on-one in this situation. As Campbell and
Sauer said,

if you are giving the bad news of closing

a

facility, give the affected people

the support they need, let them talk about their fears, show empathy and sensitivity.
three of the high-level leaders agree that
process

All

it is okay to show emotion. In a negative change

it shows you care and empathize urith people, and in a positive change process
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you get to create excitement, to be a cheerleader of sorts. As McNerney said" "Personal
passion and eommitrnent go hand in hand with a solid, rational basis for progressichange.

And personal passion can not be coached

- it is either there or it isn't!"

Carr, Kotter and Bossidy also agree that change cofirmunication needs to be
delivered in a miulner that shows honesty and integnty. AII three

of

these authors agree

that negative change needs to be done in steps and with empathy. This is very similar to

3M's communication.
The communications traits used in communicating change are all very similar
among 3M's leaders. Communicating change is an exercise in charting the course. Put

forth a vision and lay out the strategic steps necessary to realize the vision. Rationalize
the change; people need to know why and how it

will affect them. Keep the message

simple, honest and rational. Kotter has his eight-step process to implementing a change
process. Carr's strategy for implanting and communicating change is to flssess, plan,

implemenf and renew. Carr claims:
Change rs mo longer restrtcted to companies losing money or suffering from obsolete
structures. A perfectly healthy, profit-making company can often be at the vanguard

of infioducing change. Pat Carnpbell, CFO of 3M Company, explains the company's
efforts to constantly upgrade the way the organization functions in this way: "You
can't simply maintain the status euo, because somebody is always coming from
another counfiry with another product, or consumer tastes change, or the cost structure
does, or there's a technology breakthrough.

If you are not fast and adaptable, you are

vulnerable. This is frue for every segment of every business in every country in the

world."
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Business process redesign ar the

total reengineering af core business processes is s

reality, Whether public or private, organizations face the need to change and adapt to
some degree given the magnitude of a paradigm shift. (Carr, 1996).

Bossidy's strategy is based on behaviors that may derail a change process; filtered
information, selective hearing, wishful thinking, fear, emotional over investmen!
unrealistic expectations of capital markets. All three of the authors basically say the same
things about communicating change; but address it in a slightly different manner. 3M
does practice many of the communication practices that these authors have written about.

This case sfudy as well as the three authors research on change demonskate that
communicating change is an on going process. Each change process may require a
different communication style, and one size does not fit all. The study also shows that

it

is a continuous learning process in how one cofirmunicates change. What works today
may not work tornorrow; it is part of the change prosess. The steps that surfaced to the

top as being most important in communicating change vrere: having vision, having a
plan, surrounding yourself with a good team, communicating with honesty and integrity,

implementing the change (*ith more communication) and preparing for the next change.

.

The domain of the change process encompasses the organizations ability to

coilrmunicate a change process so that the orgarrization

will survive and thrive in an

economy where change is the only predictable constant. ln this constarrt change
environment, leaders are moving away from the "command and control" philasophy to a

"lead, coach, and counsel" framework. This research has found that high-level leaders
surround themselves with smart competent direct reports who can also communicate the
ctrange initiative. Successful change initiative places emphasis on honesty and integrity
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as utmost importance as

well as creating a sense of urgency for the change by removing

complacency. High level-leaders have learned that to be successful in a change initiative
they must be honest with their direct reports. When the change process is introduced to
the organization it is done so with an honest message that the change
orgarrization, which

will in turn benefit the employee;

will benefit

the

and a sense of urgency in the

starting the change process. High level-leaders must be engaged in the change process for

it to be successful throughout the organization. High-level leaders show engagement by
delivering and honest message and show enthusiasm for the change initiative.
There is no single hest practice of communicating change. Each time a change
process is communicated, top-level leaders must do their best in choosing how and when

to communicate the change. Popular change process authors can only give suggestions
and guidelines to implementing and communicating change. No one process is going to

work for everyone, which makes it difficult, if not impossible to measure the
communication process. Futwe research may focus on successful organizations and how
those high-level leaders communicate change. Research may also focus on popular

cofirmunication trends. The communication process will continually change as
technology and business trends continue to change. Future research on communicating a
change process

will

also be adapting to these changes.
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